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1. GENERAL

This Regulation prescribes responsibilities for the coordination of Tables of Organ-
ization; for the allocation and control of personnel ceilings; and sets forth the
responsibilities and procedures for handling proposed or changed Tables of Organi-
zation.

2. DEFINITIONS

Table of Organization changes consist of the following:

a. ORGANIZATIONAL CHANGES
These are changes in the organizational structure or staffing pattern of an
Agency component. They include modifications of organizational structure,
additions or deletions of authorized positions, or changes in nomenclature of
Agency components.

b. FUNCTIONAL CHANGES
These are additions, deletions, or changes in the functions assigned to an
Agency component. They may or may not affect the organizational structure.

¢. CLASSIFICATION CHANGES
These are changes in nomenclature or grade for positions on approved Tables
of Organization which do not affect the organizational structure or basic func-
tions assigned to particular positions.

3. SCOPE

The provisions of this Regulation apply to all activities in which staff employees,
detailed civilian personnel, detailed military personnel, and certain staff agents
are utilized.

4, RESPONSIBILITIES

a. Chiefs of Administrative Offices of the Deputy Director (Administration),
Assistant Directors of the Deputy Director (Intelligence), Chiefs of Senior
Staffs and Area Divisions of the Deputy Director (Plans), the Assistant Director
for Communications, the Director of Training, and the Assistant Director for
Personnel are responsible for timely submission, through channels, of pro-
posals for Tables of Organization or changes thereto affecting their respective
organizations. In the case of a particular field or project Table of Organiza-
tion which in the judgment of the Deputy Director (Plans) is too sensitive for
this procedure, the Director of Central Intelligence will be requested by the
Deputy Director (Plans) to make an exception so as to permit final approval
of the Table of Organization in this instance by the Deputy Director (Plans).

b. The Chief of the Management Staff is responsible for coordinating proposed
new Tables of Organization or organizational or functional changes as defined
in paragraphs 2a and b above with other Agency components concerned and
for the following:
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(1) Examination as to soundness of organizational structure, functions, and
procedures.

(2) Quantitative evaluations as to manpower and numbers and types of posi-
tions required.
¢. The Comptroller will examine the proposed Tables of Organization in the light
of budgetary, fiscal, and allied matters.

d. The Assistant Director for Personnel is responsible for position classification
and wage review, for the maintenance of personnel ceiling records, for the
maintenance of Table of Organization position records, and the dissemination
of approved Tables of Organization and changes thereto.
e. The Deputy Direcor (Administration) will allocate military and eivilian per- L
sonnel ceilings. b

5. AUTHORITIES

a. The Deputy Director (Administration) is authorized to approve those proposed
Tables of Organization and personnel ceiling changes which are concurred in .
by all officials concerned. Where there is a nonconcurrence, the proposal -
and all supporting papers shall be submitted to the Director of Central Intelli-
gence by the Deputy Director (Administration) for determination.

b, The Assistant Director for Personnel is authorized to classify positions listed .
in proposed Tables of Organization. Proposals involving supergrades will be ' 25X1A
brocessed in accordance with Regulation _

6. PROCEDURES

a. Requests for Tables of Organization or changes thereto shall be submitted by _
the requesting official, through channels, as follows: -

(1) Requests involving organizational changes or changes in functions (see
paragraphs 2a and b above) shall be submitted in quadruplicate to the
Chief of the Management Staff.

(2) Requests involving position classification changes only (see paragraph 2c
above) shall be submitted in duplicate to the Classification and Wage
Division, Office of Personnel.

Requests shall be supported by such statements of justification, workload or

work measurement data, organizational charts, statements of functions, and

statements of basic related procedures as are necessary for review and action >
on the proposals. Requests involving position classification changes shall in-

clude statements of the duties and responsibilities of all positions involved.

b. The Chief of the Management Staff, upon receipt of a request, will coordinate
the request with the Assistant Director for Personnel and with other Agency
components concerned, including the Logistics Office where appropriate. Com-
ments received will be reviewed by the Chief of the Management Staff, sum- -
marized, and forwarded with recommendations to the Deputy Director (Admin-
istration).

c. The Office of Personnel, upon receipt of a request involving position classifi-
cation changes only, shall coordinate the request with the Comptroller prior
to approval where significant budgetary considerations are involved. Minor
position classification changes will be reviewed by the Comptroller through a
post audit of Forms No. 30-25, T/O Change Authorizations.

d. Tables of Organization or changes thereto approved by the Deputy Director
(Administration) or the Director of Central Intelligence shall be forwarded by
the Chief of the Management Staff, to the Assistant Director for Personnel
for dissemination. The Assistant Director for Personnel, or his designee, shall
notify all organizational components concerned of such approvals. Notifica-
tion shall be made on Form No. 30-25 or tabulating machine listings which will

-
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serve as immediate authorization for the encumbrance of the positions in-
volved. Complete Table of Organization listings will be provided quarterly.

FOR THE DIRECTOR OF CENTRAL INTELLIGENCE:

L. K. WHITE
Acting Deputy Director
(Administration)

DISTRIBUTION: AB
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PROBLEM?

To revise personnel assignment and promotion policies to meet demands for
added operational flexibility.

ASSUMPTIONS:

That the Agency will continue to use the pey grades and pay scales provided
by the Classificetion Act of 1949, as asmended, but may meke additionsal
modifications of basic Classification Act principles insofar as is necessary
to increase effectiveness of personnel management in meeting operational
requirements.

That existing mables of Organization, will be revised to provide
for a Teble of Organization for each Directorate consisting of a Steffing
Complement and &a Development Complement. These Complements will consist of
the suthorized positions to which assignments and promotions may be made.

FACTS BEARING ON THE PROBLEM:

Heads of Career Services are responsible for ensuring that all employees
under their jurisdiction are considered for promotion and for recommending
to the Director of Personnel the promotion of those who are best qualified. ,

There are times when the concept of promotion for merit, based on & com-
petitive evaluation of employee's accomplishments and value to the Agency,
yuns counter to the concept of pay based solely on current dutiles performed.

Existing requirements for promotion [ inclvde:
(1) time-in-grade requirements; (2) qualification requirements; (3) exist-

ence of a suitable higher graded position through eilther a vacency, estab-
lishment of a new position, or the reclassification of an exlsting position.

The pertinent features of the Agency's present asslgnment policy _
provide:

(1) As a rule, the employee's grade will be no higher than that authorized
for the position which he occupies.
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SUBJECT: Revised Personnel Promotion and Assignment Policies

(2) An employee may be essigned to a position of higher grade than his
own.

(3) Temporary assignment of employees to lower graded jobs ig authorized
under stipulated conditions. Such assignments are limited to one
percent of the component's ceiling.

DISCUSSION:

In the gpplication of existing promotion policies, there are times when the
requirement thet a person must be performing higher grade duties to be
promoted runs counter to the Agency's need for flexibility in promoting
employees based on (1) their value to the Agency, (2) willingness to serve
in all areas, and (3) competitive evaluation of each employee's abilities
and accomplishments with others af their grade level snd in the same Career
Service. Application of conventional position analysis techniques to duties
assligned to career employees sometimes results in denying them promotions
when the evaluation of the job does not warrant its upgrading and: therefore
cannot sccormodate the promotion. This 1s most apt to occur in overseas
assignments when an individual cannot, in the best interests of the Agency,
be reassigned (until he completes his tour of duty) to another position
which would accommodate the promotion. Even in Headquarters, there are
occaslons in which individuals are so closely assoclated with a project or
operation that it is contrary to the Agency's best interests to reassign
them prematurely to other positions of higher grade in order to obtain pro-
motion. Under any of these circumstances, it does not seem equitable for
the Agency to delay or deny an employee's promotion solely because of the
grade of the position in which the Agency needs him at the moment.

The "promotion block" situation described should not be resolved by a
distortion of the Agency classification structure to accommodate each pro-
motion. Instead, it is essential to sound mansgement that the classifi-
cetlon structure of each organizetion be valid in order that the best
personnel assignments and optimum personnel utilizsetion may be obtalned
over the long run.

The inequities of the present promotion policy could be resolved by revising
the policy to authorize the promotion of an employee who has been competi-
tively selected for promotion by the Head of his Career Service but who

must temporarlly remsin in a Job classified at his current grade. Such a
revised policy would operate within certain budgetary and grade controls,
discussed in paragrsph e below, to ensure that totel grade authorlzations
for each Career Service sre not exceeded. :

To maintain consistency with the revised promotion policy as described
herein, added flexibility 1n the existing assignment policy could be
attained by eliminating the one percent control limit presently epplicable
to asslgmments of employees to positions of grades lower than their own.

2
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SUBJECT: Reviged Personnel Promotion and Assignment Policies

It seems prefersble that Heads of Career Services should be eble to assign
personnel to jlower graded positions as Justified by operational exigencies,
80 long as the total grade structure of the Career Service 1s not exceeded.
The present one percent limitation on such essignments is an arbitrary
limit without empirical Justification.

€. The Heads of Career Services play & major part in administering the Agency's

promotion end essigmment progrems. Therefore, it would simplify admini-
stration of these revised policies if procedures to control promotions and
assignments were established in relation to the grade structure within each
Cereer Service and administered by Career Service Heads. Effective controls
could be introduced if all Staffing Complement positions were tabulated by
grede level for each Career Service, s proportionate adjustment at each
grede level made to recognize Development Complement positions, and this
conmbined suthorizetion identified as the "Career Service Grade Authorization.
Each Career Service would be responsible for ensuring that the distribution
of employees by grade levels within the Career Service would not exceed the
grade authorization thus computed. In order that the on-board staffing
status of each Career Service could be computed on an equiteble and uniform
basis, military personnel assigned to Staffing or Development Complements

25X1A would be charged agailnst the Career Service Grade Authorization based on the
assimilated rank table in

5. CONCLUSIONS:

a. Application of conventional position evaluation techniques needs to be
coupled with flexible promotion procedures to permit an employee's proper
advencement when the interests of the Agency require his services in the -
lower graded position.

b. Heads of Career Services should be authorized to meke assignments of person-
nel to lower graded jobs as required by operational needs provided that such
assignments do not exceed the total grade structure authorized for the

Career Service.

c. Revised policies and comparatively simplified controls to correct the prob-
lems dlscussed can be introduced. '

6.  RECOMMENDATIONS:

It is recommended that the Director of Personnel be directed to prépare
implementing documents to: :

&. Authorize the promotion of an employee to one grade level above that of
the position to which assigned when this action is merited based on the

competitive evaluation of the employee's accomplishments and value to the
Agency and provided that it is in the best interests of the Agency to

retain him in the position concerned.

3 | 5
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SUBJECT:

b.

ACTION BY APPROVING AUTHORITY:

APPROVED:
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Revised Personnel Promotion and Assignment Policies

Eliminate the one percent of component ceiling as & control figure which
limits the assignment of personnel to lower graded posltions and provide
in lieu thereof that such assignments mey be maede as required by operating
conditions subject to controls at the Career Service level outlined in the
following paragraph. '

Control essignments and promotions to ensure that total Staffing Authori-
zations by grade level and Career Service are not exceeded. The controls
will be established by:

(1)

(2)

Date:

0CT 27 19989

Computing Career Service Grade Authorizations by tabulating by grade
level all positions designated to each Career Service on Staffing
Complements plus eppropriate proportionate adjustments at each grade
level to consider the Development Complements.

Requiring thet each Career Service maintein an employee grade distri-
bution that will not exceed the Career Service Gragde thorization.

Director of Personnel

L. K. WHITE
Deputy Director (Support)

L
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Lomments, mestions and Fropossd inswers Felating to Ltaff Htudy "Revised
Personnel Promotion ard issipmment Policles® (NOTE: The following questions

and answers or comments are keyed to pertinent sections of subject staff study)

Za. w what sodifieatiens of Clasaifiestion ict principles Lave been made
to date in our personpel prograam!?

At The ecurrent regulation (Black Imck) or assigoments to lower grade
positlons; the systes of assigemert to positioms of higher grade; ths
system of personnel actions based or 1/0 spprovals rather thar isdividual
allocated position descriptions.

2b, G What will e Staffing Conplement conszist of:

At The Staffing Complement will be a docwment sszsentially the aame an
the present T/O except that personncl assigned to it will be contriduting
directly to the work load. M ioed persormel such a3 trainees,
in-apd~out casuals, vill not be carrded on the itaffing Complement.)

¢ What will a Development Complemert corsist of? . g
Gl M&Zﬁ:
Ar The Dsvelepmont Coniplemsrt will consist of a M Z, Z/
: m Ay . : - iitiild -2 Ay : aoks v -w
;. the Jurisdiction of o Deputy Mrector of-Caresy-fesrd of sufficisnt
%‘;ﬁﬂdz

e R — R ¥ A il -

~rumber-for use in assignlcog in~casuals,\out-cesuals, trairess, new
employeses, details, . “GAM_W

25X30.  Current promotion pelicy LIt t:tes “the fact thset & prosoticn action
is recowended constitutes « emrtification by the bead of the {areer Service
invoived that the individual is comsiderud to be toe best qualified of those
withir. the zeone of considersation.”

he. Compent: This parsagraph Suwssmarizes the resscos why our exlsting promotion
policy has been characterived as inflexible ard provides a Justificatiom for
the sdoptlon of z policy more comsistent with Carver dervice concepts.

ho. @ Fegarding paragraph Sc. How will the problem of cospetitive selection
for placemert work within ths Career Service?

Ar It is thowght that the Career Soard axd Pamsls criteria will be
developed for the Careser Uosrds preferably through regulations. ixanples
of such eritaria are: :

a. Sstisfaction of the time and grace regquirements present
employees must have reached applied to the position comsidersd

for.
b, FHominations must be approved by the Pansl and/or Dosrd
concerned,
e ) 2 - 2BX1A9a
Ap qrRerRelEase 2001/03/30 ﬁﬂm-éﬁmmwfb
pﬁé?‘éiaiédti\. - ¢( ¢ ; ey , /
e ¢ " g; e




Approved For Release 2001/03/30 : CIA-RDP80-01826R000700080008-3
- E e w
i,
¢, Fersemmel in like jobs will be comparsd.

d. The most recent Fitnpess Leport must indicate ihat the
lndivideal 1s already performing sl the ievel of the next
higher grade. _

bd. s Uhat will happen to the Hlack Duck Legulstion [N 25X1A

A1 The Black Duck Regulation will be rescinded and assigrment rocadures
in the 1ight of that new policy will be published. e F

Rhe. @ How will the proposed controls work wiih regard to assuring that, at
eny giver grade, the rusber of perscenel will rot exceed the pumber of
rositions authorired at that grade?

At For each Career Service, a "Career iervice Crade Authoriration® wi'
be computed. This T304 will consist of alil <~taifing Complement ;iﬁtians
Flus & propertionate sdjustment {to be detersined in the light of past
snd current exparience) to recognize Development Complement positions.
A thesretical example of such s computation is shown below: ' :

?‘otal Gradc

d [ 30 +£

A

~itructure Adjustsent for Dewwl. Career Ser.

25X9A2

o U, Ubell 83
Of. (Sel3 58
Of.  G5.11 83
Aset.05.07 45

25X9A2

Oof.,  G8.13 S5
hsat, U3-07 35

Htaffing Complemsnt Total

SEGEL -
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Lach Carwer Servics would be responsibls for spsuring that this
distribmtionr of employees by grade levels within the Career Service
would not exceed the Ciii thus computed. FHilitery persomnel will

25X1A W agsinst the (5G4 per the as Amilated rank tatle in

e
St
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TABLE OF ORCGANIZATION

STAFF CEILING

1. The Staff Ceiling is a limiting figure which establishes
the maximum number of personnel who may occupy positions on Agency
tables of organization, in duty status, at any given time, subject
to the availability of funds, The Staff Ceiling will include:

2. Staff Employees and Staff Agente.

be HMilitary personnel detailed té the Agency from their
parent services who function in a staff capacity.

To _Civilian employees of other Governmeﬁt agencles detailed
to the Agency by officlial persomnel action as of the effective
date of that actlon.

2o Personnel in leave without pay status for short pericds up to
thirty (30) days will be absorbed, i.e., the individual concerned will
te counted within the Staff Ceiling. When an official personnel actlon
places an employee in IWOP status in excess of thirty (30) days the
individual will not be so counted,ﬂw (6%4. {fﬁ/"’ //0‘;&/3 ﬁﬂ«j;‘ -

3. Personnel detéiled from the civiiian staff of the Agency to
another Qavernmgnt agency, by official personnel actibn, for a period
in axcess of thirty (30) days, will not be counted against the Steff

Ceiling as of the effective date of that action,
S=E=CeReE-T
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4 Ceiling limitations will not preclude the obligatory retwrn or
restoration of personnel to duty even though such action may Mpora.rily
rosult in having nore individuals on duty than authorized under the
Staff Ceiling. In such cases, the persomel strength will be reduced to
the Staff Ceiling lavel through the process of attrition at the eexliest
practioable date.

FOR THE DIRECTOR OF CERTRAL INTELLIGERCE 3

L. K. VHITE
Daputy Directes
(Support)

DISTRIBUTION: AB
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25 NOV 1955

MEMORANDUM POR: Chief, Poaition Bvaluation Division, or

SUBJECT : Transeript of CIA Career Council Meeting,
10 Hovember 1955

1. Attached is the transeript of the lhith Hesting of the
CIA Career Council of 10 Fovember 1955. This transcript is back~

gromd materlal for your files, if so desired.

2, It is the policy of the Carser Council that direct quo-

tations, "on the record”, from the transoript are not authorized.

SIGNED

ivs Secralar 25X1A9%a
YA Caresr Council
Attachmont:
Transeript of CIA
Caveer Council Copy #3

Distribution: [:Cj;?
Orig. andz - Addressee R
- Subj file C {--;‘.‘fl ;/"}\
~ o . R ""‘, ) .
25X1A9a OP/DD/Pers/PD“‘:lfb (25 Nov 55) £

SECRET
l
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